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force  structure  In  both  active  and  reserve  coBponent  eleeents.  In 
the  recent  past,  this  activity  has  been  packaged  as  "Building  Down 
The  Force";  but,  to  those  that  have  to  conduct  this  type  of 
operation.  It's  slBply  Inactivation.  This  project  exaBlnes  the 
challenges  of  synchronizing  the  build  down  of  large  units  froB  a 
coBBander's  viewpoint.  It  deBonstrates  that  the  AlrLand  Battle 
(ALB)  doctrine  tenet  of  synchronization  Is  as  key  to  the 
Inactivation  effort  as  It  Is  to  applying  coBbat  power  effectively 
at  the  operational  and  tactical  levels.  Additionally,  the  project 
was  conducted  In  conjunction  with  a  Senior  Officers  oral  History 
and  Includes  the  observations  of  Brigadier  General  RayBond  T.  Roe, 
the  final  CoBBander  of  the  9th  infantry  Division  (Motorized). 
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XNTIODUCTIOM 


The  100-hour  operation  (240400-280800  February  1991)  had 
gone  well  for  the  aen  of  Battery  B  (Target  Acquisition),  333rd 
Field  Artillery.  The  units  Q-36  and  Q-37  Flreflnder  Badar  teans 
had  been  well  trained  to  acquire  Incoalng  Iraqi  artillery  fires 
and  rapidly  provide  the  locations  to  the  artlllerynen  of  the  VII 
US  corps  that  they  supported.  They  watched  In  awe  as  the  deadly 
cannon  and  rocket  counterfire  volleys  cascaded  north  Into  the 
Iraqi  positions.  The  battery  coaaander  was  justifiably  proud  of 
his  120  soldiers  who  were  perforalng  their  deaandlng  alsslons 
with  true  professional  1 SB.  They  were  a  hlgh-aorale,  fully  trained, 
coabat  unit  that  had  just  participated  In  perhaps  the  aost 
successfully  executed  conflict  In  US  history.  As  the  battery 
deployed  to  provide  radar  coverage  along  the  Kuwait -Iraq  border 
that  second  week  of  March  1991,  little  did  they  know  that  In  less 
than  four  aonths  their  unit  would  be  Inactivated  at  Ft.  Lewis  as 
part  of  the  overall  Inactivation  of  the  9th  Infantry  Division 
(Motorized) . 

At  first  glance  It  would  appear  there  are  not  aany  lessons 
to  be  learned  fr^i  the  Inactivation  of  this  saall  unit.  They 
redeployed  to  Xing  Khalld  Military  City  the  last  week  In  April, 
off-loading  any  reaalning  aaaunltlon  and  sensitive  aaterlal. 
Within  a  week  they  had  aoved  further  south  to  the  Dhahran  area 
to  turn-ln  their  unit  and  individual  equlpaent  and,  by  the  alddle 
of  May,  they  were  waiting  for  a  return  flight  to  Ft.  Lewis. 


By  th«  first  w««k  In  Juns,  svsry  soldisr  hsd  rsturnsd  to  s 
wsl l-dsssrvsd  reception  followed  by  two  weeks  of  leave  to  becoae 
reacquainted  with  faaily  and  friends.  While  the  battery  was  In 
the  desert,  organizational  and  Installation  property  that  had 
been  left  behind,  as  well  as  all  of  the  battery's  fixed-base 
facilities,  had  been  turned-ln  by  other  division  artillery 
units.  When  the  120  sen  returned  froa  leave,  they  were 
iaaediately  rea :  -  ined;  and,  on  17  June  1991,  Battery  B  (Target 
Acquisition),  33w.:d  Field  Artillery  passed  Into  history. 

Looking  beyond  the  rapid  Inactivation  of  this  saall  unit, 

I  can  envision  aany  other  organizations  following  a  like  course 
In  the  near  future.  To  reduce  active  arav  coaponent  end  strength 
froa  745,000  (April  1990)  to  535,000  by  Fiscal  Tear  1995  (FT  95) 
can  only  be  accoapllshed  by  a  large  cut  In  force  structure.  As  a 
presidential  report  states,  "Projected  force  structure  reductions 
froa  FT  1990  to  FT  1995  Include  a  drop  In  Aray  divisions  froa  28 
(18  active)  to  18  (12  active)."(l)  This  level  Is  already  below 
that  envisioned  as  the  alnlaua  by  Secretary  of  the  Aray  Stone  and 
General  vuono,  who  foresee  a  force  of  four  corps  and  twenty 
divisions  by  the  aid-l990s  and  "strongly  believe  this  Is  the 
alnlaxia  force  required  for  the  Aray  to  accoapllsh  our  strategic 
goals  In  support  of  the  national  security  strategy. "(2)  These 
goals  aay  be  further  jeopardized  by  the  FT  9i  Authorization  Act 
which  cuts  the  FT  1995  Aray  end  strength  to  520,000.(3) 
Unfortunately,  even  this  low  level  aay  not  be  the  bottoa  line. 

The  essence  of  our  plan  Is  to  significantly  reduce  the 
size  of  the  Aray  and  to  Halt  near-tera  aodernlzation  while 
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preserving  the  quality,  readiness,  and  warfighting  capabilities 
of  the  Total  Army,  both  during  the  transition  to  a  smaller  force 
and  for  the  future.  Achieving  and  sustaining  this  end  state  is 
going  to  require  the  execution  of  a  controlled  and  rational 
build-down  process  that  will  minimize  the  turbulence  which  is  so 
detrimental  to  readiness  and  enable  us  to  limit  the  impacts  of 
involuntary  release  on  soldiers,  civilians,  and  their  families. 

(4)  The  Army  must  execute  future  inactivations  with  the  same 
professionalism  it  demonstrated  as  it  accomplished  the 
warfighting  mission  in  the  desert  if  we  are  to  arrive  at  our 
envisioned  end  state  by  FY  1995;  "an  Army  trained  and  ready  to 
defend  vital  U.S.  interests  wherever  they  might  be  threatened" .( 5 ) 
This  project  examines  -ne  challenges  of  inactivating  large 
units  from  a  commander's  viewpoint.  It  demonstrates  that  the 
AirLand  Battle  (ALB)  doctrine  tenet  of  synchronization  is  as  key 
to  the  inactivation  effort  as  it  is  to  applying  combat  power 
effectively  at  the  operational  and  tactical  levels.  Field  Manual 
(FM)  100-5,  Operations,  describes  synchronization  as  the 
arrangement  of  battlefield  activities  in  time,  space,  and  purpose 
to  produce  maximum  relative  combat  power  at  the  decisive  point 
making  it  both  a  process  and  a  result.  When  commanders  synchronize 
activities,  they  produce  synchronized  operations.  Hence, 
synchronization  will  require  explicit  coordination  among  the 
various  units  and  activities  participating  in  any  operat ion. ( 6 ) 
While  many  other  strategic  concepts  will  have  application  during 
inactivation  operations,  synchronization  is  clearly  the  unifying 
thread  that  strings  the  diverse  parts  of  the  operation  together. 
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Many  of  tha  opinions,  obsarvations  and  tachniquas  ara 
a  rasult  of  ay  axparianca  as  a  battalion  and  acting  brigada 
coaaandar  rasponslbla  for  tha  inactivation  of  an  artillary 
battalion  and  tha  division  artlllary  in  tha  9th  infantry 
Division  (Motorizad).  This  projact  was  conductad  in 
conjunction  with  a  Sanior  Officars  oral  History  and  includas 
tha  observations  of  Brigadier  oanaral  Rayaond  T.  Roe,  the 
final  Division  Couandar  of  tha  9th  infantry  Division 
(Motorizad) . 


THB  BMVIRONMBNT 

Initially,  tha  aost  iaportant  consideration  for  a 
coaaandar,  regardless  of  tha  level  of  coaaand,  is  his 
ability  to  aalntaln  tha  aoaantua  of  tha  organization  as  it 
transitions  froa  a  traditional  coabat  orientation  to 
inactivation.  Colonel  Michael  A.  Andrews  points  out  that 
coaaands  identified  for  inactivation  aust  understand  that 
it  aay  be  tha  aost  challenging,  stressful  and  least 
rewarding  paacatlaa  task  that  an  organization  can  undertake. 
It  is  contrary  to  every  professional  instinct  -  it  is 
self -das t ruct 1 on . ( 7 ) 

Bnvironaents  are  fragile.  Coaaanders  at  every  level 
devote  considerable  tlae  and  resources  in  an  atteapt  to 
establish  a  coaaand  cliaate  that  will  foster  aisslon 
accoapl ishaent ,  take  care  of  soldiers  and  their  faallies,  and 
build  unit  aorale.  By  design,  they  forge  a  teaa  along  the  way 
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that  work!  togather  toward  coraon  goal a,  aora  of tan  than  not, 
undar  rathar  advarsa  conditions.  As  tha  organization  raalizas 
success,  it  anhancas  unit  cohasion  and  prida,  aultiplying  its 
ef factivanass  many  timas.  Any  soldiar  who  has  served  in  an 
organization  of  this  type  has  a  special  and  deep  fondness  for 
its  accomplishments,  history  and  traditions.  You  need  only  to 
look  in  the  face  of  a  veteran  attending  a  ceremony  or  parade 
for  his  old  battalion,  regiment  or  division  to  understand  what 
the  organization  continues  to  mean  to  him.  The  organization 
has  become  a  de-facto  family.  General  Roe  recognized  and 
clearly  emphasized  the  Importance  of  this  facet  of  Inactivation 
when  he  said,  "I  think  that  my  most  Important  mission  was  to 
send  the  division  colors  out  with  style. "(8)  The  process  of 
inactivation  can  be  very  challenging  in  light  of  these  special 
feelings  and  high  expectations. 

senior  commanders  must  also  be  aware  of  the  effects  of 
inactivation  on  subordinate  couanders,  for  it  is  these 
subordinate  commanders  that  will  create  and/or  maintain  the 
positive  environment.  General  Roe  observed  that  the  9th 
Infantry  Division  was  inactivating  at  the  same  time  everyone 
else  was  deploying  to  the  Persian  Gulf.  The  division  did  not  get 
a  chance  to  go.  Battalion  commanders  who  had  trained  throughout 
their  careers  to  do  this  sort  of  thing  were  clearly  anxious  and 
desparately  desired  to  be  part  of  this  deployment.  Many  of 
them  saw  their  commands  being  cut  short.  They  came  to  command 
in  a  tactical  unit;  and,  out  of  a  year's  command,  eight  months 
of  it  surrounds  Inactivation,  so  there  is  frustration  built 
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Into  th«  procots.  (9)  Thtso  taao  conctrni  and  frustrations 
lapact  on  coapany  laval  couandars  as  wall. 

Inactivation  instantly  craatas  unkno«ms  in  tha  Bind 
of  aach  and  avary  soldlar  and,  aost  laportantly,  thalr 
faally  aaabars.  This  population  dasarvas  tha  aajorlty  of 
tha  coaaandar's  focus.  To  ba  succassful  at  Inactivation 
raqulras  that  thasa  apprahanaions  ba  addrassad  by 
coaaandars  at  all  lavals  as  aarly  in  tha  procass  as  possible 
to  aaintain  that  positive  anvlronaant.  Build  tha  bonds  of 
trust  by  keeping  unit  aaabars  as  fully  inforaad  at  possible. 
They  will  understand  that  tha  truth  soaatlaas  changes. 

As  a  point  of  departure,  X  baliava  that  organizations 
that  have  attained  those  desirable  coaaand  cliaata 
characteristics  --  l.a.,  alttlon  orientation,  high  aorala, 
taaawork,  care  for  others,  discipline,  pride,  etc.  ->  will 
transition  with  relative  ease.  This  type  of  organization  has 
routinely  accoapllshad  tha  tough  aisslons  and  will  undoubtedly 
approach  inactivation  in  tha  saaa  aannar.  Colonel  John  A. 

Van  Alstyna,  Coaaandar,  1st  Brigade,  9th  infantry  Division 
(Motorized),  noted  that  tha  saaa  approach  that  aada  tha  unit 
succassful  at  tha  National  Training  canter  should  ba  utilized 
to  execute  inactivation. (lO) 

Secondly,  we  aust  have  a  chain  of  cMaand  that 
recognizes  tha  laportanca  of  this  difficult  alsslon  to  our 
Aray.  coaaandars  at  avary  laval  aust  put  aside  personal 
aspirations  and  accept  inactivation  as  tha  prlaary  focus  of 
their  organization,  approaching  it  as  they  would  a  aora 
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traditional  ■Italon.  Thla  aantal  ihift  la  without  a  doubt  tha 
■oat  Important  part  of  aatabllahing  or  aalntalnlng  tha 
anvlronaant.  If  tha  coaaandar  la  poaltiva  and  anthuaiaatlc 
about  thla  aiaalon  for  tha  right  raaaona,  hla  organization 
will  fall  in  atap  and  tha  oparatlon  will  ba  accoapllahad  In 
auparb  faahlon.  You  will  not  ba  abla  to  bluff  your  way  through 
thla  typa  of  oparatlon.  You  will  ba  raqulrad  to  walk  your 
talk.  Bvaryona  auat  rataln  a  aanaa  of  alaalon  and  avaryone 
■uat  undaratand  that  thara'a  Ufa  aftar  Inactivation.  ( ll) 

Z  naad  to  add  a  nota  at  thla  point  to  coaaandara  who 
would  attaapt  to  walk  tha  fanca  batwaan  aalntalnlng  aoaa 
dagraa  of  unit  raadinaaa/tralnlng  and  orlantlng  on  tha 
Inactivation  alaalon.  Oanarai  Boa  thought  hla  blggaat 
problaa  waa  In  aalntananca.  cosMtndara  wantad  to  kaap  thalr 
gaar  running  to  contlnua  training  until  tha  vary  laat  alnuta, 
and  than  Inactlvata.  Philoaophlcally,  Oanaral  Boa  notad,  that 
aounda  good,  but  ha  found  conandara  kapt  training  to  tha 
datrlaant  of  tha  turn- In  procaaa  and  aalntananca  aa  atructura 
ahrank.  A  kay  point  occura  whan  you  ara  rallavad  of  your 
traditional  nlaalon  aa  Oanaral  Boa  haa  obaarvad. ( 12)  You  naad 
to  train  and  aalntaln  your  unit  alaalon  raadinaaa  until  you 
ara  officially  rallavad  of  your  traditional  nlaalon.  At  that 
point,  you  Buat  attack  your  naw  alaalon  with  tha  aaaa 
profaaalonallaa  and  dataralnatlon  that  waa  appllad  to  your 
traditional  nlaalon.  To  do  otharwlaa  aanda  alxad  aignala  to 
your  couand,  dalaya  and  iapadaa  tha  accoapl lahaant  of  tha 
Inactivation  nlaalon,  doaa  an  injuatlca  to  your  aoldlara. 
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and  traatai  raaourcaa. 

couunicatlon  is  tha  final  raquiraaant  for  capturing 
that  posltiva  anvlronaant.  You  aust  talk  to  your  subordinata 
laadars,  staff,  and,  aost  laportantly,  your  soldlars  aora 
fraquantly  than  you  hava  in  tha  past.  A  proparly  orlantad 
staff,  along  with  subordinata  coaaandars  who  undarstand  tha 
iaportanca  of  this  aission  and  tha  assoclatad  sansltlvity, 
ara  kay  to  tha  taaa  affort  in  a  aultituda  of  araas.  But 
sailing  tha  aission  and  di spalling  tha  ^  coapanying  rxiaors 
falls  squaraly  on  tha  coaaandar  at  avary  laval  of  coaaand. 

As  a  battalion  coaaandar,  I  updatad  all  of  tha  soldlars  in 
formation  twlca  waakly  on  ganaral  topics  of  Intarast  and 
addrassad  Individual  soldiar  concarns  as  l  tourad  tha 
battalion  on  a  dally  basis.  You  aust  kaap  faith  with  tha 
individual  soldiar  and  answar  tha  aall,  avan  If  tha  soldiar 
doas  not  Ilka  tha  answar.  Addrasslng  tha  concarns  of  faally 
aaabars  Is  squally  laportant.  An  avanlng  with  tha  spousas 
avary  so  oftan  during  inactivation  can  ba  vary  rawardlng 
and  raally  appraclatad. 

Approaching  thasa  Issuas  and  praparlng  your  coaaand 
through  noraal  troop- loading  procaduras  as  you  transition 
from  your  traditional  aission  to  inactivation  will  pay  big 
dlvidands.  You  will  find  that  your  unit  will  support  you  as 
ardantly  as  thay  hava  In  tha  past,  you  will  hava  aalntalnad 
a  posltiva  anvlronaant,  and  you  will  ba  raady  to  attack  tha 
challanglng  aission  of  Inactivation. 
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THB  MISSION 


General  Roe  provided  hie  couander's  intent  directly  as 
regarded  the  miseion  of  inactivation.  The  alsslon  was  to  turn- 
in  equipment,  prepare  and  turn  in  your  barracks,  and  reassign 
your  soldiers.  All  three  of  these  things  happened  in  some  cases 
simultaneously  and  in  some  cases  sequential ly. ( 13)  This  mission 
directive  by  the  commanding  general  of  the  9th  Infantry  Division 
would  initiate  the  inactivation  process.  It  usually  Included  the 
date  on  which  the  unit  would  be  relieved  of  its  traditional 
mission  and  an  "B”  date.  This  was  the  official  orders  date  of 
inactivation  --  normally,  the  day  of  the  formal  inactivation 
ceremony.  As  an  example,  on  .5  June  1990  the  1st  Battalion  (Light 
Artillery  and  Rocket),  84th  Field  Artillery  was  notified  that  it 
would  be  relieved  of  mission  on  15  August  1990  and  conduct 
inactivation  operations  to  be  completed  not  later  than  15 
January  1991.  Eventually,  the  unit  received  an  Inactivation 
order  s 1ml liar  to  Figure  1.(14) 

During  this  period  of  time,  the  division  was  still  manned 
with  a  complete  staff  complement  that  provided  necessary  guidance 
to  subordinate  inactivating  units  through  the  office  of  the  G-6 
who  was  the  staff  proponent  for  inactivation.  At  this  point,  the 
division  had  some  subordinate  elements  inactivating  sequentially 
while  the  remainder  of  the  division  maintained  a  normal 
mission-capable  status.  For  a  complete  description  of  staff 
organ! .satlon  for  Inactivation  at  the  division  level  see 
Lieutenant  colonel  Philip  L.  Curtis'  individual  study  Project, 
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"Znactlvatlon:  A  Blueprint  For  A  Division” .( 15)  Inactivations 
continued  In  this  fashion  until  1  March  1991  when  all  reaalnlng 
subordinate  elements  of  the  division  were  ordered  to  inactivate. 
At  the  sane  time,  the  3rd  Battalion,  9th  Aviation  Beginent  (an 
aviation  maintenance  battalion)  began  to  centrally  schedule  and 
process  the  turn-in  of  organizational  property  for  inactivating 
units  under  the  supervision  of  a  shrlnlclng  division  staff,  on  21 
June  1991,  the  9th  infantry  Division  (Motorized)  formally 
Inactivated.  The  remaining  few  units  continued  to  be  reduced  and 
Inactivated  through  the  3/9th  Aviation  until  this  unit  finally 
Inactivated  itself  on  17  December  1991. 

The  challenge  of  inactivation,  regardless  of  the  higher 
headquarters  overwatch  position,  is  to  synchronize  the  turn-ln 
of  organization.  Installation,  and  billets  furnishings  property 
with  the  repair  and  turn  in  of  facilities  and  with  the 
reassignment  of  the  soldiers  by  the  directed  ”B”  date.  This 
challenge  may  vary  from  Installs  ton  to  Installation  and  be 
slightly  different  In  C0NU8  from  an  overseas  area;  but  It  will 
generally  Include  the  coordinated  disposition  of  property, 
facilities,  and  soldiers.  The  challenge  Is  often  complicated 
by  the  fact  that  some  unit  missions  will  continue  past  the 
relief  from  mission  date.  Also,  tasklngs  of  a  ”falr  share” 
nature  from  ^.lgher  headquarters  will  continue  until  the  unit 
Is  within  90  days  of  Its  ”B”  date,  if  you  turn-ln  equipment 
faster  than  you  allow  soldiers  to  leave,  suddenly  you  have  a 
number  of  soldiers  standing  around  with  not  much  to  do.  Quite 
possibly  a  more  undesirable  scenario  Is  to  allow  soldiers  to 


be  reassigned  and  moved  out  of  the  barracks  leaving  nobody  to 
clean  up,  and  turn  in  the  barracks,  and  correct  the  multitude 
of  minor  irregularities  associated  with  equipment.  General 
Roe's  guidance  to  the  commanders  was,  "manage  this  very,  very 
careful ly" . ( 16 ) 

Division  guidance  suggested  210  to  240  days  was  required 
to  conduct  all  functional  area  actions  in  a  typical  brigade 
combat  team. (17)  The  Center  for  Army  Lessons  Learned  (CALL) 
depicts  a  365-day  and  a  180-day  t imel i ne. ( 18 )  There  is  no 
magic  solution  or  ideal  timeline.  What  is  important  is  to 
orient  your  staff  and  chain  of  command  to  address 
accomplishing  this  particular  mission  in  the  same  fashion  and 
using  the  same  troop- leadi no  orocedures  as  in  the  past.  No 
standard  cookie-cutter  approach,  formula,  or  special 
reorganization  can  be  magically  applied  to  inactivation. 

Every  unit,  situation,  and  environment  is  unique,  in  spite  of 
our  best  efforts  at  standardization,  and  possesses  its  own 
set  of  challenges.  Hence,  planning  for  this  mission  has  to  be 
conducted  with  the  same  diligence  as  any  other  mission.  The 
entire  sequence  of  events  must  be  completely  integrated, 
coordinated,  and  scheduled  to  synchronize  the  operation.  An 
example  of  a  sequence  of  events  for  the  inactivation  of  a 
composite  field  artillery  battalion  is  at  Figure  2.(19) 

A  note  of  caution  is  needed  at  this  point.  As  you  and 
your  staff  begin  your  mission  analysis  and  receive  guidance 
from  higher  headquarters,  make  sure  you  clearly  understand 
the  "standards  for  success"  in  each  area.  If  the  guidance 
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you  rocolvo  Is  at  all  datad,  hava  tha  dasignatad  subjact-aattar 
axpart  on  your  staff  coordlnata  with  tha  division  and/or 
Installation  laval  point  of  contact  to  ansura  you  know  tha 
standard.  I  guarantaa  that  tha  "truth  will  changa"  a  nuabar  of 
tlaas  during  tha  procass  of  Inactivating  and  cause  your  soldlars 
and  junior  laadars  a  graat  daal  of  frustration.  If  your  staff 
coordinates  --  face-to-face  —  early  In  the  planning  process 
with  the  person  who  will  ultlaately  receive  the  property  or 
accept  the  facility  for  turn-ln,  not  only  will  they  understand 
the  standard,  but  they  will  have  established  relationships  and 
channels  of  coaaunlcatlon  to  address  any  questions  that  eay 
occur  along  the  way.  You  aust  finally  ensure  that  these 
standards  are  clearly  transmitted  to  your  subordinate  units  via 
the  plan  or  order.  The  staff  officer  that  works  his  area  at 
this  level  of  detail  during  the  planning  process  will  have 
properly  aarked  the  route  for  his  organization  and  will 
encounter  fewer  difficulties  during  execution. 

COHCIPTS  FOR  THB  OPBRATION 

Nhlle  you  and  your  staff  are  centrally  authoring  the  plan 
for  Inactivation  and  determining  the  means  to  control  and 
monitor  this  undertaking,  your  subordinate  commanders  should  be 
hard  at  work  making  preparations  in  at  least  two  major  areas: 
supply  and  maintenance,  while  l  realize  that  commanders 
religiously  conduct  the  frequent  Inventories  required  by 
regulation  to  ensure  property  accountability,  organizational 
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docxiacnts  and  supply  publications  changa  and  aquipaant  of  tan 
Boves  as  If  It  has  a  Bind  of  its  o«m  in  tha  naaa  of  Biss ion 
accompli shBant.  Thera  should  ba  no  doubt  that  tha  burdan  of 
proof  on  tha  disposition  of  aqulpaent  is  tha  rasponslbl 1 Ity 
of  the  coBpany  coBBander  during  inactivation.  Further,  to 
gain  relief  froB  accountability  in  any  property  category  is 
a  show-me,  docuBent -oriented  operation.  Property  that  Bay 
not  be  Inventoried  routinely  --  such  as  installation, 
billets  furnishings,  morale  support,  and  training  aids  -- 
must  receive  attention  early  to  determine  its  accountability 
and  serviceability.  Be  especially  attentive  that  your 
headquarters  element  commander  gets  the  required  time  and 
support  to  complete  his  inventories. 

The  process  will  also  give  you  a  feel  for  the  scope  of 
the  excess  material  condition  of  your  organization.  General 
Roe  pointed  out  that  if  you  do  not  turn-in  your  excess 
early,  you  wind  up  in  the  middle  of  your  inactivation  trying 
to  Identify  excess  equipment  while  you  are  trying  to  turn-in 
everything  else.  By  then,  nobody  knows  to  whoB  it  belongs,  in 
preparation  for  the  inactivation  of  the  9th  Infantry 
Division  (Motorized),  Major  General  Charles  H.  Arestrong, 
the  previous  coBBanding  general,  anticipated  the  challenge 
accurately  and  pushed  hard  to  ellBinate  excess  before  the 
inactivation  began. (20)  Moreover,  this  property  Bay  be  Bore 
difficult  to  turn-in  because  routine  Balntenance  has  been 
neglected  since  the  IteB  was  no  longer  needed/required  in 
the  organization. 
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An  overall  appreciation  of  your  naintenance  poiture  it 
essential  to  ordering  the  turn-in  sequence  and  allocating 
resources  during  plan  developsient .  Again,  knowledge  of  the 
appropriate  turn  in  standard  is  required.  The  standard  will 
vary  widely  in  this  area  based  on  equipment  age  and  type, 
ultimate  destination,  and  funds  available  and  allocated  for 
inactivation.  You  may  be  maintaining  equipment  at  a  level 
below  that  required  for  turn-in  and  not  have  the  funding  to 
achieve  the  turn-in  standardl 

Another  major  consideration  in  plan  development  will 
be  your  method  for  controlling  and  tracking  the  execution 
of  your  plan.  This  system  will  be  necessarily  tied  to  the 
reporting/briefing  requirements  of  your  higher  headquarters 
as  they  centrally  control  the  larger  unit  inactivation. 
Status  will  be  tracked  in  all  of  your  normal  functional 
areas  and  include  the  non-standard  areas  of  installation 
and  billets  furnishings  property  and  facilities  disposition, 
standardized  formats  will  have  been  developed  with  automated 
systems  designed  to  feed  the  refined  data  to  the  division 
staff  so  they  can  prepare  the  data  for  presentation  and 
analysis.  The  presentations  will  be  conducted  during  some 
type  of  recurring  in-progress  review! ZPl)  that  could  be 
chaired  by  anyone  from  a  division  staff  member  at  working 
group  level  to  the  commanding  general  on  occasion.  You  and 
your  staff  may  be  required  to  brief  and  provide 
clarification  in  selected  areas.  These  sessions  can  be  very 
helpful  in  addressing  areas  that  require  additional  support 
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but  th«y  can  provida  a  challanging  couraa  for  attandaaa  who 
Bay  not  hava  dona  their  honawork. 

As  an  axaapla.  Figure  3  Is  a  copy  of  a  feeder  report 
used  to  track  the  disposition  of  organizational  equlpnent 
provided  by  the  autonated  property  book  teas  chief  at  the 
division  aaterlal  aanagenent  center  (DMMC)  to  the  G-4  as  of 
a  given  date. (21)  The  0-4  uses  the  data  to  track  progress 
and  construct  presentation  slides  for  the  ZPR  to  be 
conducted  in  the  near  future.  Figure  4  recaps  the  current 
status  of  the  plan  (22)  while  Figure  5  coapares  the  current 
status  to  the  planned/forecasted  status. (23)  Any  apparent 
or  diagnosed  shortcoaing  will  be  addressed  during  the 
presentation  to  deteralne  cause  and  resolution. 

These  Illustrations  highlight  two  significant  lessons. 
The  first  Is  that  given  knowledge  of  the  briefing  and 
analysis  systea  used  at  higher  headquarters,  to  include  a 
working  knowledge  of  the  autoaated  support  systea,  your 
staff  can  develop  slaple  coapl iaentary  autoaated  systeas  at 
your  level  to  Identify  shortcoalngs  and  track  your  unit's 
progress.  Zn  our  exaaple,  both  the  centralized  processing 
of  turn- In  and/or  transfer  docuaentatlon  through  the  s-4  to 
the  property  book  teaa  and  the  creation  of  a  coaputerlzed 
tracking  systea  developed  during  the  planning  stage,  all 
but  ellBlnated  any  challenges  In  this  area,  zt  will  be 
necessary  for  each  staff  aeaber  to  becoae  the  expert  in  his 
area  and  take  advantage  of  those  In  other  organizations  who 
have  already  faced  these  challenges.  Zt  will  pay  great 
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dividends  as  this  process  unfolds.  The  second  lesson  Is  that 
subordinate  staffs  must  establish  solid  working  relationships 
with  higher  level  staff  members  to  be  able  to  anticipate 
difficulties  and  address  challenges  before  they  become 
problems  that  disrupt  the  flow  of  inactivation.  This  again 
means  face-to-face  coordination  and  responsiveness  in  both 
directions  probably  on  a  dally  basis. 

Addressing  the  organization  of  any  special  teams  will 
be  another  Important  consideration.  There  are  many 
possibilities  in  this  area  but  the  degree  to  which  unit 
integrity  is  maintained,  or  commodity  teams  and  assembly 
line  procedures  are  established  depends  upon  the  situation 
and  personal i t ies. ( 24 )  Maintaining  maximum  unit  integrity  is 
preferable.  By  carefully  sequencing  your  plan,  so  as  not  to 
overload  a  subordinate  unit,  and  having  the  staff  clearly 
mark  the  route  in  their  overwatch  areas,  you  take  advantage 
of  the  strength  of  your  chain  of  command  and  subordinate  unit 
pride.  Additionally,  this  approach  causes  your  subordinate 
commanders  to  think  through  their  supporting  plans,  set  their 
priorities,  and  keep  your  staff  honest. 

Major  organizations  will  usually  require  that  your 
inactivation  plan  be  submitted  through  your  higher 
headquarters.  Usually,  after  review  at  major  organization 
staff  level,  you  brief  your  plan  to  the  major  organization 
commander  or  his  representative.  Utilize  prepatory  briefings 
as  a  rehearsal  for  you  and  your  staff,  and  as  a  means  to 
Identify  and  modify  any  shortcomings  in  the  plan  that 
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•urface  at  a  ratult.  Pretentationt  to  Intanadlata  laval 
coautandart  and  thalr  staffs  provida  valuabla  faadback  and 
build  support  that  will  aasa  tha  plan's  racaption  at  tha 
major  organization  laval.  Ensure  that  your  subordinate 
commanders  and  primary  staff  members  attend  each  of  these 
briefings  if  possible  to  see  tha  results  of  their  efforts 
recognized,  and  to  hear  and  respond  to  the  concerns  of 
senior  commanders  and  staff  mead>ers.  The  planning  process 
during  inactivation  will  develop  young  staff  officers 
rapidly  and  is  quite  a  rewarding  experience. 

BXBCtrrioN 

Before  formally  initiating  the  inactivation  and 
following  approval  of  the  plan,  a  briefing  on  the  complete 
plan  to  the  entire  unit  is  in  order.  This  action  gets 
everyone  comfortable  with  the  general  sequence  of  events 
which  will  drive  the  Inactivation  and  affords  each  of  the 
soldiers  an  opportunity  to  ask  any  questions  up  front.  A 
more  general  briefing  for  family  members  can  also  be 
conducted  during  this  period,  upon  completion  of  the 
briefing,  the  company  level  commanders  would  brief  their 
implementing  plans  to  their  units  and  address  any  other 
concerns . 

Major-event  scheduling  has  to  be  conducted  in  a 
centralized  fashion  to  reduce  conflicts  with  external 
agencies,  allow  adequate  preparation  time  for  your 
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subordinate  units,  and  aalntain  a  pace  that  keeps  the  operation 
on  schedule.  As  an  exaaple,  the  staff  Intelligence  officer  (S-2) 
may  coordinate  a  date  for  a  subordinate  unit  to  receive  a 
technical  Inspection  on  its  small  arms  by  appropriate 
installation  level  Inspectors  in  preparation  for  turn-ln,  allow 
a  period  of  time  sufficient  to  correct  deficiencies,  schedule  a 
turn-ln  Inspection  with  the  same  Inspectors,  and  schedule  a 
physical  turn-in  date,  conducting  the  preparation  for  and 
execution  of  these  events  can  be  decentralized  to  subordinate 
units.  Hence,  the  company  level  commander  would  allocate  those 
assets  necessary  to  accomplish  the  steps  required  to  turn- in 
his  small  arms.  Subordinate  commanders  will  want  to  have  the 
maximum  latitude  In  conducting  their  operations  and  every 
attempt  should  be  made  to  accomodate  this  desire,  in  my 
experience,  many  talented  junior  NCOS  In  every  unit  are  just 
awaiting  a  mission  for  their  soldiers.  Inactivation  provides  a 
tremendous  forum  for  developing  junior  leaders  In  this  fashion. 

These  events  become  the  central  elements  on  the  unit 
training  schedule,  which  will  reflect  that  organization's 
sequence  of  events  for  inactivation.  The  training  schedule 
will  also  Include  the  standard  events  that  preserve  and 
enhance  the  Individual  readiness  of  the  soldier,  colonel  van 
Alstyne  sees  individual  and  crew- level  training  as  key  aspects 
of  inactivation.  The  objective  should  be  to  send  every  soldier 
to  his  new  unit  physically  fit,  qualified  with  his  assigned 
weapon,  proficient  In  individual  skills  and  with  as  many 
professional  development  opportunities  under  the  belt  as 
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h«/th«  can  handle. (25) 

Along  the  route  to  Inactivation,  unforeeen  requireaents 
will  cause  you  to  aodify  your  schedule.  Soae  events  will 
require  Inaedlate,  extraordinary  efforts  that  cannot  be 
avoided.  An  exaaple  of  this  was  a  directive  to  prepare  five 
Light  TACFIRB  (Tactical  Fire  Direction  Coaputers)  vehicles  and 
associated  equipaent  for  transfer  to  XVI I I  Airborne  Corps 
Artillery  in  support  of  Operation  Desert  Shield/Stora  and  to 
provide  a  aobile  training  teaa  to  the  unit  in  Southwest  Asia. 
Soldiers  understand  and  accept  these  challenges  as  a  part  of 
the  profession.  They  do  not  understand  constantly  working 
late  or  on  weekends  and  changing  planned  events  frequently 
because  supporting  outside  agencies  cannot  seea  to  work  the 
schedule  properly.  You  aust  protect  your  organization  froa 
frustration  of  this  type  by  following  the  training  schedule, 
working  noraal  duty  hours,  taking  diversions  as  needed,  and 
having  the  staff  deconflict  and  reschedule  as  necessary.  Just 
as  laportantly,  you  have  to  understand  that  your  Inactivation 
is  not  everyone  else's  highest  priority.  So,  soae  glve-and'-take 
will  be  required.  Work  friendly,  be  ready  to  execute  as 
scheduled,  and  be  flexible  in  spite  of  others.  Doing  so  will 
quickly  establish  a  reputation  that  will  serve  you  well 
throughout  the  process. 

While  the  exact  procedures  for  the  disposition  of 
equipaent,  facilities  and  personnel  will  be  specifically 
directed  and  situational ly  dependent,  soae  general  observations 
will  be  useful.  Bqulpaent  will  be  disposed  of  by  direct  turn-in 
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to  the  appropriate  Director  of  Logistics  (DOL)  supporting 
division  at  Installation  level  or  by  directed  lateral  transfer. 
(An  additional  possibility  oay  be  direct  transfer  to  National 
Guard  or  Reserve  organizations  In  an  "as  Is"  condition.  This 
saves  tlee  and  funds  for  the  Inactivating  unit  while  providing 
the  Guard  or  Reserve  organization  equlpaent  that  would 
otherwise  be  unavailable.)  While  this  may  appear  to  be 
relatively  straightforward,  the  disposition  Instructions  on 
much  of  the  equlpstent  will  change  constantly  until  the  last 
piece  Is  gone.  Working  through  DOL  activities  prevents  few 
probleas  as  systems  and  standards  are  generally  well 
established.  The  routing  of  equipment  through  the  various 
Inspection  stages,  ensuring  paperwork  Is  proper  and  complete, 
addressing  valid  requisitions  that  are  due  In,  and  the 
occasional  "toad-ln-the-road"  are  the  normal  challenges, 
special  and/or  unique  equl^ent  that  Is  not  normally  handled 
through  DOL  activities  will  create  bottlenecks  as  you  and  the 
system  wrestle  with  a  solution.  Local  logistics  assistance 
officers  (LAO)  can  be  helpful  when  addressing  these  questions. 
Identify  these  challenges  early  and  the  system  will  eventually 
provide  a  solution.  Lateral  transfers,  however,  can  t>e  a  real 
nightmare.  Lateral  transfer  directives  come  from  the  DNNC 
through  their  subordinate  property  book  sections  to  align 
equipment  with  authorizations.  These  transfer  directives  are 
one-on-one  actions  required  between  company  level  units. 

The  challenge  for  the  company  commander  Is  managing  large 
numbers  of  lateral  transfers  --  sometimes  150  Items  or  more. 
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Mor«ov«r,  th«  •nvirona«nt  constantly  changss.  Authorizations 
changs  In  an  attsapt  to  provlds  ths  squlpasnt  to  organizations 
who  nay  or  nay  net  want  It  and  who  will  always  dsbats  ths 
transfer  standard.  Clear  and  direct  guidance  along  with 
channels  for  the  resolution  of  conflicts  Is  absolutely  essential. 

As  was  mentioned  earlier,  centralized  control  of  the 
document  Ion  for  organizational  property  turn- In  allows  the  unit 
to  track  Its  progress  and  prepare  for  ZPRs  at  higher  levels.  It 
also  provides  a  single  coordination  point  that  has  total 
knowledge  of  the  status  of  all  subordinate  units  for  any 
transaction.  This  arrangement  was  especially  valuable  when 
dealing  with  the  multitude  of  rapidly  changing  lateral  transfer 
directives.  Many  were  eliminated  at  the  property  book/  staff 
logistics  officer  (8-4)  level  without  Involving  the  company 
level  supply  operation,  rinally,  coordination  to  dispose  of 
wheeled  vehicles,  trailers,  and  power  generation  equipment  was 
greatly  simplified.  The  maintenance  technician  only  had  to 
notify  the  8-4  when  an  Item  of  this  type  was  ready  for  transfer 
and  provide  supporting  paperwork,  and  final  paperwork  with  a 
turn- In  appointment  was  ready,  usually  by  the  next  day. 

The  conduct  of  maintenance  operations  was  centrally 
controlled  by  the  battalion  maintenance  technician  (BMT).  This 
decision  was  reached  early  In  the  planning  process  based  on 
several  factors.  These  Included  the  experience  of  previously 
Inactivating  units;  the  density  of  qualified  maintenance 
personnel  In  the  organization;  the  diversity  and  amount  of 
equipment;  the  workload  on  the  subordinate  units;  and  the 
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■ubordlnatft  couiandar's  span  of  control.  Additionally,  division 
■andatad  a  change  to  direct  support  maintenance  arrangements 
just  prior  to  Initiating  Inactivation  that  placed  my  battalion 
under  a  new  maintenance  battalion  for  Inactivation.  Hence,  In 
my  mind,  the  BMT  was  the  only  one  who  had  the  advantage  of 
having  established  some  relationship  In  the  past  with  both 
this  new  direct  support  maintenance  battalion  and  Installation 
level  support  activities.  This  use  of  the  BMT  freed 
company-level  executive  officers  to  assist  overloaded 
commanders  In  other  areas  while  company-level  motor  personnel 
responded  to  the  BMT.  One  Important  lesson  in  this  area 
revolves  around  the  use  of  your  low-density  military 
occupational  specialty  (MOS)  soldiers.  Large  workloads  on 
tracked  and  wheeled  vehicles,  trailers,  and  power  generation 
equiiHient  presented  a  unique  challenge.  Allowing  maintenance 
personnel  to  be  placed  on  other  duties  would  either  cause  the 
soldiers  to  work  longer  hours  and  on  weekends  or  jeopardize 
the  turn-in  schedule,  similar  situations  arose  for  soldiers 
in  the  staff  personnel  officer  (S-l)  and  8-4  areas,  utilizing 
participative  management  techniques  can  pay  dividends  in  such 
cases,  z  gave  this  challenge  to  my  command  sergeant  major  who 
met  with  his  first  sergeants  and  recommended  that  l  exempt 
certain  types  of  soldiers  fr<xi  certain  duties  to  ensure  their 
availability.  The  solution  was  well  accepted  and  supported 
because  everyone  recognized  the  challenge  and  the 
recommendation  came  up  from  the  ranks. 

Dealing  with  the  area  of  Installation/billets  property 
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and  facility  disposition  Is  challenging  for  a  nuaber  of 
reasons,  installation  and  billets  furnishings  property  books 
were  operated  by  separate  agencies  at  the  Installation  level; 
neither  was  automated.  Bach  company- level  commander  had  one 
of  each  of  these  property  book  accounts  with  widely  differing 
types  and  amounts  of  equipment.  Since  multiple  units  physically 
occupied  the  same  facilities,  equipment  and  furnishings  had 
done  some  moving  over  time.  Barly  identification  during 
Inventory  and  disposition  decisions  by  Installation  agencies  is 
critical.  Billets  furnishings  should  be  moved  as  little  as 
possible  or  a  large  amount  of  damage  and  the  resultant  surveys 
will  occur.  Repairs  should  take  place  on  site  as  much  as 
possible,  conducted  by  soldiers  and  supervised  by  NCOS  who  have 
been  properly  trained  by  Installation  personnel. 

Clearing  facilities  will  be  a  demanding  operation,  with 
the  reduced  manpower  and  funding  levels  available  to 
installations,  your  organization  will  be  required  to  accomplish 
every  type  of  repair  possible  before  that  facility  will  be 
accepted.  The  battalion  command  sergeant  major  became 
responsible  for  overwatch  of  this  area  and  It  took  the  major 
portion  of  his  time.  You  must  have  Inspections  by  the  Director 
of  Bnglneerlng  and  Housing  (DBH)  Inspectors  before  you  begin 
work  to  Identify  standards  and  point  out  deficiencies.  Insist 
that  the  Inspector  that  conducts  the  Initial  Inspection  conducts 
Intermediate  Inspections  along  the  way  to  keep  you  on  track  and 
does  the  final  acceptance  Inspection  as  well.  Troop  billets  will 
be  the  greatest  challenge,  as  years  worth  of  temporary  walls 
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will  have  to  be  removed,  the  building  repainted,  and  all  troop 
level  repairs  completed  -  i.e.,  ceiling  and  floor  tile,  door 
refinishing,  window  glass,  etc.  Early  coordination  should  also 
be  made  among  billets  furnishings,  installation  property,  OEH, 
and  unit  personnel  to  determine  which  areas  will  be  approved 
for  the  storage  of  remaining  billets  and  installation  property. 
This  activity  must  start  at  the  very  beginning  of  the 
inactivation  cycle.  The  first  facility  will  be  the  hardest  as 
you  learn  the  ropes,  but  your  soldiers  will  eventually  become 
very  good  at  achieving  the  desired  standard  quite  rapidly. 

Watch  the  time  of  year  as  well.  DEH  will  run  out  of  self-help 
items,  glass,  paint,  etc.,  based  on  the  increased  demand  of 
inactivation  and  end  of  FY  budgeting  requirements  if  they  do 
not  adequately  forecast  their  requirements.  By  far  the 
greatest  challenge  in  this  area  is  tailoring  your  plan  to 
accomodate  the  preparation  of  facilities  while  minimizing  the 
disruption  to  your  soldiers  who  live  in  the  billets.  Possible 
solutions  will  include  the  early  reassignment  of  single 
soldiers  living  in  the  billets,  the  early  movement  of 
soldiers  to  future  units  with  an  agreement  to  bring  them  back 
in  a  temporary  duty  status,  and  the  consolidation  of  soldiers 
in  one  building  that  required  only  minimum  work.  Again  I 
utilized  the  command  sergeant  major  and  senior  NCOs  to  address 
the  proper  combination  of  solutions.  The  only  guidance  that  I 
provided  was  that  a  soldier  would  move  only  one  time  (if  a  move 
was  required  at  all)  prior  to  departing  the  battalion  for  his 
future  unit.  While  they  provided  a  solid  plan  to  accomplish 
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th«  Bisiion  and  taKa  car#  of  the  soldiers.  It  is  virtually 
iBpossible  to  avoid  disrupting  the  lives  of  the  soldiers 
living  in  the  billets.  You  will  have  to  be  very  watchful  of 
this  difficult  area. 

Finally,  in  the  area  of  personnel,  initial  decisions 
should  address  how  aany  soldiers  are  needed  to  accoaplish  the 
■ission.  Keeping  too  many  soldiers  is  not  as  bad  as  keeping 
too  few  given  the  mission  (inactivation  plus  whatever 
additional  nlsslons/taskings  will  be  required),  but  you  will 
probably  not  need  your  full  authorized  complement.  You  will 
need  to  consider  providing  additional  manpower  to  your  staff 
personnel  officer  (S>1),  S-4,  and  maintenance  activities  to 
accomodate  the  increased  workloads  you  will  experience  in 
these  areas.  As  another  rule  of  thumb,  z  would  not  reassign 
any  low  density  soldiers  until  their  equipment  is  gone.  For 
example,  until  all  of  the  nuclear,  biological,  and  chemical 
(NBC)  equipment  has  been  turned-'ln,  I  would  not  reassign  any 
M08-54  series  soldiers.  These  early  decisions  and  the  support 
of  higher  headquarters  as  to  the  reassignment  availability  of 
your  soldiers  are  going  to  be  essential  to  accomplishing  the 
inactivation  mission.  As  soon  as  you  lose  your  traditional 
mission,  every  unit  on  the  installation  will  have  a  valid 
personnel  shortage  that  can  be  immediately  filled  from  your 
organization. 

Beassignment  of  soldiers  can  be  placed  in  two  general 
categories,  soldiers  will  either  transfer  to  another  unit  and 
remain  on  the  installation  or  they  will  exit/be  reassigned 
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acroit  th«  Aray.  By  working  with  higher  headquarters  and 
Installation  personnel,  soldiers  renal nlng  on  the  Installation 
can  be  given  sone  degree  of  choice  on  their  future  unit  of 
assignment.  It  needs  to  be  nade  clear  that  the  needs  of  the 
Arny  will  be  the  pr inary  consideration  and  that  assignments 
could  change  based  on  other  requirements.  For  soldiers  being 
reassigned  across  the  Army,  the  procedures  are  generally  the 
same  as  normal  except  that  earlier  or  later  reporting  dates 
can  be  coordinated.  As  long  as  soldiers  understand  the  system 
and  are  kept  Informed  of  changes,  this  area  will  not  present 
any  significant  challenges.  The  bottom  line  In  this  area  is 
that  you  have  to  coordinate  the  reassignment  with  the 
decreasing  workload  and  the  evacuation  of  unit  facilities; 
therefore,  the  losing  unit  commander  has  to  be  the  final 
authority  on  the  departure  of  his  soldiers. 

MOVING  INTO  HISTORY 

Certainly  officials  up  and  down  the  chain  of  command 
did  not  pretend  that  Inactivation  was  Just  another  mission. 
That's  how  they  approached  the  execution  of  It,  but  they 
certainly  did  not  soft-pedal  the  difficulties  Involved,  nor 
did  they  trivialize  the  event.  The  meaning  of  inactivation 
was  preserved  with  dignity,  especially  during  the  final 
chapter  -  the  Inactivation  ceremony  Itself. (26) 

While  we  can  see  that  the  mission  of  Inactivation  is 
challenging,  contrary  to  our  professional  Instincts  and  not 


26 


bu8ln«8i  88  noraal.  It  i8  non8thela88  a  ■l88lon  that  raquiraa 
a  Boat  thoughtful,  organlzad,  flaxlbla,  poaltlve  leadorahlp 
approach  to  auataln  organizational  af factlvaneaa.  My  raaaarch 
In  varloua  aourcaa,  my  par zonal  couand  axparianca  in 
inactivating  aavaral  dlaaiailiar  unlta,  and  uy  intarviaw  with 
Ganaral  Roe  all  reinforce  a  eingular  overriding  precept:  Thle 
■l88lon,  as  with  others,  is  about  taking  care  of  soldiers.  A 
myriad  of  challenges  Bust  be  addressed  along  the  route  of 
Barch,  and  many  external  factors  will  impact  on  your 
operation.  For  all  that,  the  same  orientation  on  the 
organization's  most  important  asset  --  its  soldiers  *-  will 
carry  the  day  during  inactivation  as  it  does  during  any  other 
Blsslon. 

In  conclusion,  I  would  offer  the  following  ten  guidelines 
that  have  been  discussed  in  greater  detail  earlier,  not  as  a 
schoolhouse  solution,  but  as  a  point  of  departure  and  food  for 
thought  for  those  that  will  surely  follow  this  route  of  Barch 
in  the  near  future: 

1.  Approach  inactivation  as  you  would  any  other  Blsslon. 
Foster  a  strong  team  orientation  and  positive  attitude. 

2.  Centrally  coordinate  and  monitor  your  plan.  Do  your 
homework.  Brief  everyone,  synchronize.  Resynchronize.  Track 
religiously. 

3.  Understand  the  standards  and  Rules  of  Engagement.  Have 
the  staff  mark  the  route. 

4.  Conduct  Initial  inventories  and  inspections  early.  Be 
ready  to  adapt. 
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5.  Gain  and  aalntaln  contact  with  tha  kay  playara  and 
organizations.  Xaap  than  in  tha  nat.  Undar stand  that 
inactivation  is  not  avaryona's  hlghast  priority.  Work  friandly. 

6.  Dacantraliza  tha  axacution  of  your  plan.  Maintain  a 
flaxibla  rasponsa  capability,  do  it  right  tha  first  tiaa. 

Polica  the  battlefield  as  you  go. 

7.  Protect  tha  force.  Work  noraal  duty  hours.  Don't 
panic.  Take  time  for  diversions  and  aalntaln  aorala.  Stress 
safety. 

8.  Begin  work  on  tha  buildings  and  facilities  early. 

9.  Surface  tha  challenges.  Insulate  your  unit  froa 
frustration.  Hava  tha  systaa  help  address  tha  challenges. 

10.  Orient  on  tha  soldiers.  Talk  to  thaa  often  to  keep 
thaa  inforaad.  Hand  carry  each  one.  Keep  coaaandars  visible, 
coaauni eating  and  idiara  tha  action  is.  Provide  rewards.  Close 
with  aaanlngful  caraaonias.  Don't  forget  faaillas. 

These  tan  guidelines  highlight  the  indispensable  role 
that  the  AlrLand  Battle  concept  of  synchronization  plays  in 
the  operation  of  inactivation.  Further,  I  recognize  that  aany 
of  these  observations  and  experiences  are  not  unique  to 
inactivations.  They  are  coaaon  guidelines  that  have  been 
eaployed  by  coaaandars  as  they  have  conducted  the  aore 
standard  training/operational  ai salons  throughout  the 
existence  of  their  organizations,  certainly,  they  have  been 
recognized  and  enuaerated,  in  one  fashion  or  another,  by  those 
I  have  studied  and  researched,  in  the  final  analysis,  it  is  the 
thoughtful,  coaplete  and  creative  synchronization  of  every 
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aspect  of  inactivation  that  will  succaasfully  aova  your  unit 
into  history  while  fostering  an  envlronaent  in  which  everyone 
continues  to  learn  and  grow. 

On  Deceaber  lOth,  the  let  Battalion,  84th  Field  Artillery 
Regiaent  took  its  turn.  Retired  Coaaand  sergeant  Major  Rayaond 
Jones,  the  honorary  coaaand  sergeant  aajor  of  the  84th  Regiaent, 
and  Retired  colonel  Harry  A.  Stella,  the  honorary  colonel  of 
the  84th  Regiaent  -  both  of  whoa  served  proudly  with  this  unit 
during  their  distinguished  30-year  careers  -  helped  case  the 
reglaental  colors  and  stood  by  as  the  battle  streaaers  were 
reaoved  froa  the  staff.  The  aoaent  was  a  aetaphor  for  the  entire 
inactivation  process;  soldiers,  their  equlpaent  and  even  their 
history,  were  being  absorbed  into  the  great  equalizing  olive 
green  of  the  Aray.(27) 
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DBPARTMZMT  OF  THB  ASMT 
Headquartars  Forces  Couand 
Fort  McPherson,  Georgia  30330*6000 


PERMANENT  ORDERS  202-5  31  OCTOBER  1990 

1ST  BATTALION,  84TH  FIELD  ARTILLERY,  FC,  (WDOPAA) ,  FORT  LEWIS, 
WASHINGTON  98433-5000 

Following  organization/unit  action  directed. 

Action:  unit  INACTIVATED 

Assigned  to:  Control  of  Headquarters  Departaent  of  the  Aray 
Mission:  Mot  applicable 
Effective  date:  15  January  1991 

Military  structure  strength:  36  off;  l  WO;  406  Bnl;  443  Aggr 
Military  Authorized  strength:  36  Off;  l  WO;  408  Bnl;  445  Aggr 
Civilian  structure  strength:  Not  applicable 
Civilian  authorized  strength:  Not  applicable 
Accounting  classification:  Appropriate  allotaents  will  be 
obligated  to  the  extent  necessary  (AR  37-ioo  series). 

Authority:  AR  310-9,  para  2-11 
Additional  Instructions: 

a.  MTOE:  061650FC09  FC1189 

b.  TPSM:  03009 

c.  personnel  assets  aade  available  through  this  Inactivation 
will  be  reassigned  locally  to  the  saxlBUB  extent  possible;  others 
will  be  reassigned  In  accordance  with  current  procedures. 

d.  Bqulpaent  will  be  disposed  of  In  accordance  with  AR  710-2 
and  FORSCOM  suppl  To  AR  710-2. 

e.  Flags,  Colors  and  Guidons  will  be  processed  In  accordance 
with  AR  840-10.  Organizational  historical  files  will  be 
processed  In  accordance  with  AR  870-5.  Other  records  in 
accordance  with  AR  25-400-2.  Organizational  historical  files 
will  be  packed  and  shipped  In  accordance  with  Appendix  A  (File 
NO.  228-08),  AR  340-2. 

f.  Historical  property  will  be  processed  In  accordance  with 
AR  870-20,  Amy  Art  will  be  processed  In  accordance  with 

AR  870-15,  other  u  t  fund  property  will  be  processed  In 
accordance  with  AR  40-1. 

Fomat :  740 

FOR  THB  COMMANDER* 


TRACEY  S.  SHEER 
Colonel,  USA 

Chief,  Docueents  Division,  J3 

Appendix  1,  Flgurfi 
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Ann«x 

PATH 

15  Jul 

19  Jul 

27  Jul 


31  Jul 

01  Aug 

10  Aug 
13  Aug 
15  Aug 

20  Aug 

29  Aug 

30  Aug 

31  Aug 
01  Sttp 
04  S«P 


(Milestones)  to  1-84  FA  OPOlO  22-90  (inactivation) 

BVBMT 

90  *lnltlal  technical  Inspections  begin 
*Unlt  100%  Inventory  begins. 

*Verlfy  vehicle  and  equlpaent  serial  numbers. 

*Revlew  DBH  worlc  orders,  (cancel  as  appropriate) 

*Begln  repair  of  property  and  facilities  to  prescribed 
standards.  (Identify  shortfalls) 

*10  soldiers  with  early  expiration  term  of  service  (BTS), 

P-3  physical  status,  bars  and  Investigations. 

*ID  soldiers  not  critical  to  inactivation  and  available 
for  reassignment. 

*ID  soldiers  on  present  duty  assignment  (PDA),  education 

benefits,  other  reenlistment  options,  and  stabilized 
tours. 

*ID  soldiers  in  critical  positions. 

*Coordlnate  ae/DBH  bulldlng/FMB/lnstallatlon  property 
pre-turn-in  Inspections. 

*100%  key  and  lock  inventory,  (arms  room) 

*Begln  turn- In  of  maps  and  NATO  documents. 

*A11  operations  order (OPO&D)  annexes  to  S3. 

*Complete  map  turn- In. 

*Turn- in/transfer  communlcatlons-electronlcs,  command  and 

control  Information,  and  communications  and  security 
documentation. 

*Coordlnate  small  arms  turn- In/transfer  dates  with  Provost 
Marshal . 

*ldentlfy  soldiers  In  critical  posit lons/wlth  special  skills 
who  will  lae  retained  through  inactivation  to  Gl. 
*Complete  NATO  document  turn- In. 

*Begln  processing  adjustment  documents. 

*Complete  technical  inspections  of  equipment  and  facilities. 
*Complete  unit  100%  Inventories. 

*submlt  OPORO  to  Dlvarty  and  Division. 

*ZD  soldiers  who  will  be  TDT  during  Inactivation. 

*Provide  turn-in  plan  to  Logistics  Activity  Group  (LAG). 
*Turn-ln  coMSBC/cci  to  i-84  fa  comsbc  vault. 

Sequence : 

A  Btry  4  Sep 

B  Btry  5  Sep 


Appendix  1,  Figure  2 
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07  Sep 

10  Sep 

11  Sep 

13  Sep 

14  Sep 

17  Sep 

18  Sep 

20  Sep 

21  Sep 

28  Sep 
30  Sep 
01  Oct 
10  Oct 

15  Oct 

16  Oct 

17  Oct 

27  Oct 
Appendix  1 


Service 
HHB 
c  Btry 

*Turn-in  Coiui-Blec 
Sequence : 

A  Btry 
B  Btry 
Service 
HHB 


6  Sep 

6  Sep 

7  Sep 

to  1-84  FA  CoBBo  Platoon  Headquarters. 

4-7  Sep 
10-14  Sep 
17-21  Sep 
24  Sep  -  4  Oct 


c  Btry  9-19  Oct 

Make-ups  22  Oct  -  2  Nov 

*Motify  PM/DSBC  on  clearence  of  arns  rooBs  and  joint 

security  interior  intrusion  detection  systeB( JSIIDS) . 
•Notify  OSBC  of  personnel  transferred  to  other  units. 


•Brief  OPORO  to  Division. 


•CoBBanders  coBplete  soldiers  reassignBent  interviews. 
•Brief  turn-in  plan  to  LAG. 

•Brief  OPORO/turn-in  plan  to  assistant  division  coBBander. 

•CoBplete  light  TACFIRB  preparation  for  turn-in. 

•Brief  all  battalion  soldiers  on  OPORO/turn-ln  plan. 
•Coordinate  property  turn-in  schedule  with  dbh,  Directorate 
of  Logistlcs(DOL) ,  and  Q4. 

•Initiate  DOL  acceptance  technical  Inspections. 

•CoBplete  ID  of  soldiers  for  early  BTS. 

•Turn-in  CONSBC  equiiMient  to  Division  central  Office  of 
Records (DCOR) . 

•Brief  division  coBBander  on  OPORD/turn-ln  plan. 

•COBplete  acceptance  technical  inspections. 

•Transfer  special  duty  soldiers  to  gaining  units. 

•ID  release  dates  for  all  soldiers. 


•Stop  Prescribed  Load  Ll8t(PLL)  replenishBent . 

•Bnd  of  external  tasklngs. 

•Turn-in  all  Training  Aids  Service  Center (TA8C)  equlpBent. 

•Bnd  of  forBal  unit  status  report i ng ( USR ) . 

•Produce  final  OBR  and  BBR  report  shells. 

•Turn-in  hazardous  waste. 

•Develop  final  unit  historical  report. 

•Turn-in  sBall  arBs  and  crew-served  weapons. 


,  Figure  3 
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29  Oct 

30  Oct 

31  OCt 
01  NOV 

15  NOV 

16  NOV 
28  Nov 
01  Doc 

05  Dec 
10  Dec 

14  Dec 

15  Dec 

20  Dec 
27  Dec 

30  Dec 

15  Jen  91 

16  Jen 
20  Jen 

30  Jen 

04  Feb 


•Schedule  CO  for  e  billets  Inspection. 

•complete  reports  of  survey  end  edjustment  documents. 
•Coordlnete  berrecks  TV  ceble  terminetlon  detes. 

•Reesslgn  remelnlng  soldiers  not  crltlcel  to  Inectivatlon. 
•Complete  food  service  technlcel  Inspections. 

•Complete  Inventory  of  unit  hlstorlcel  property. 

•CG  Inspects  billets  and  facilities. 

•Close  remaining  mailroom. 

•Complete  final  actions  on  UCMJ  and  chapter  cases. 

•Conduct  residual  equipment  dlstrlbutlon(RBD)  meeting. 

•Complete  all  final  draft  OBRs  and  BBRs. 

•Consolidate  automated  data  process Ing(ADP)  packets  for 
turn>ln  to  the  DAMO. 

•Package  and  ship  unit  historical  property. 

•Separate  all  soldiers  within  90  days  of  BTS. 

•Final  organizational  equipment  turn-in. 

•Terminate  Army  oil  Analysis  Program(AOAP)  and  calibration. 

•Turn-In  all  unnecessary  forms,  records  and  publications. 

•Notify  PM  of  vacated  buildlngs/facll Itles. 

•Turn-In  final  unit  historical  report  to  PAO. 

•Turn-In  conex  containers. 

•Complete  billets  pre-clearance  inspections. 

•Complete  final  OBR/BBR  actions. 

•Close  out  meal  card  account. 

•Conduct  Inactivation  ceremony. 

•Reassign  all  but  minimum  essential  personnel. 

•Submit  final  administrative  reports. 

•Close  out  organizational  property  book. 

•Vacate  all  buildings  and  facilities. 

•Close  out  FMB  and  Installation  property  books. 

•Final  ADP  turn-ln. 

•Reassign  remaining  personnel. 


Appendix  1,  Figure  4 
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KBLIABLB  PRIDE  UPDATE  REPORT 

1/84  FA  BN  AS  OF:  AUGUST  27  (1990) 


WHEELS 

TRACKS 

GEN/ENG 

WEAPONS 

CTA 

LT 

TI 

TOT 

LT 

TI 

TOT 

LT 

TI 

TOT 

LT 

TI 

TOT 

LT 

TI 

TOT 

BEGIN 

47 

145 

192 

0 

1 

1 

6 

46 

52 

8 

1321 

1329 

24 

590 

614 

COMPLETE 

10 

0 

10 

0 

1 

1 

4 

2 

6 

1 

206 

207 

13 

107 

120 

REMAIN 

37 

145 

182 

0 

0 

0 

2 

44 

46 

7 

1115 

1122 

11 

483 

494 

%COMPLETE 

21 

0 

5 

0 

100 

100 

67 

4 

12 

13 

16 

16 

54 

18 

20 

COMMO 

COMSEC 

NON/ STD 

MTOE 

LT 

TI 

TOT 

LT 

TI 

TOT 

LT 

TI 

TOT 

LT 

TI 

TOT 

BEGIN 

128 

1052 

1180 

65 

354 

419 

201 

96 

297 

146 

1853 

1999 

COMPLETE 

38 

29 

67 

19 

0 

19 

26 

16 

42 

20 

73 

93 

REMAIN 

90 

1023 

1113 

46 

354 

400 

175 

80 

255 

126 

1780 

1906 

%COMPLETB 

30 

3 

6 

29 

0 

5 

13 

17 

14 

14 

4 

5 

TOTAL  EQUIPMENT 

6083 

TOTAL  TURN-IN 

5458 

TOTAL  LT 

625 

TURN-IN  COMPLETED 

434 

% 

COMPLETED 

TO 

DATE 

LT  COMPLETED 

131 

% 

COMPLETED 

TO 

DATE 

TOTAL  COMPLETED 

565 

« 

COMPLETED 

TO 

DATE 

REMARKS 

START  DATA  AS  OF  25  JUN  90 


Appendix  1,  Flgurs  5 


36 
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Not®:  This  chart  provides  more  detailed  analysis  of  a  unit. 
Appendix  1,  Figure  6  use  with  trend  analysis  to  review  compliance  with  milestone. 
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Appendix  1,  Figure  7  Note:  Number  scale  represents  quantity 

B  of  organizational  equipment. 
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